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4 Evaluation is as basic to professional development as it

is to education. Unfortunately, as is so often the case

education, systematic evaluations of professional development

programs are rarely, if ever, undertaken. Development programs

of one sort or another have sprung up almost everyWhere -- from

state systems and community college districts to individual
s

departments. Millions of,dollars have been provided in tiA, name

of faculty or professional development. But the quality of

these programs goes virtually unchallenged.

Professional development has become polluted by extra-
,

ordinarily presumptious rhetoric,about the intrinsic value of

development, per se. Various experts in "instructional" develop-

ment, "personal" development, "organizational" development and

O other arbitrary and illog4a1 divisions of development run around

(-/ the country extolling the virtues of one or another,of these com-

ponents or the different foci of programs -- people orientation

;) versus course orientation (?) -- as well, as the advantages and
1

disadvantages of various so-called "models")of development.

We have embellished professional development by surrounding,

it with all of the excess verbiage and convoluted pedantry of
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the ,Jost incomprehensible educational jargon. We IY:Itve .elevated

2

the term (heaven forbid we would never call it in-serWrce train-
,

ing!) and thereby avoided }the implication o'-valuation. After

all, we are building Models, conceptualiza, theories and

formulas. The fact that we are also actively enaged in'the daSr-
,

to-day operation of programs which influence the lives,of hundreds

of faculty, who in turn influence the well-being of thousands of

studerlts, does not seem to matter.

In the course of this flurry of activity, people interested

in establikhing professional development programs, and even those

already involved in them, have becor preoccupied with the act4v-

ities of the program. Theksingle most dangerous deficiency in

professional development is thit preoccupation witL process. Pro-

fessional dvelopers have lost sight of the. goal that gave 'rise to

the professional develdpment movement in the first plade -- improv-

ing the quality of education -- and they have-often ''iost sight of

rk the goals of their own programs. The mans have become the ends

and the initial curposes.ofthe programs have been forgotten.

In the stampede to jump off the bandwagon, most professional
k

developers have forgotten that higher educaticA is a system,

posed of people (stud,..ts, teachers and administrators), build

"ings, books, courses, curricula, programs and environments. The

operation of higher education involves a set of mutual, 'Interrelated

functions and relationships which operate together to achieVe a

defined purpose: providing students with an opportunity to learn.

g" A change in any one or the components cf that system affects the
3

other components, their operationand their relationships. Each

component and each program in the syste7: must. be -:table for

(/'
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that pori,iori of the teaching-learning process over which ithas

or should have control, ,Accountability for results, including

those of-professional development programs,'is a system'concIpt,

and the systematic evaluation of thesglprograMs is equally as

crucial as is the systematic evaluation of instructional programs..

The intellctual and emotional lives of. the students, as well as

the-well-being of the faculty or administrator participants,

arebeing influenced positively or negatively because of pro-

fessional: develOpmeht pr,ograms.

But few3 if any,',attempts have been made to rigorously'

evaluate the impact of,professional development programs. Be-
,/

cause of this lack, although the national professional develop-

ment movement has been around for at lea'st_two or three years

and in the lives of some of us it has been almost a decades we

have no evidence whatsoever of the consequences of the programs,

intended or otherwise. We have no evidence of the impact of the

programs on the parti9ipafats, let,alone the institutions or the

students. Whatever evaluative information has been offered to

date to attest to the value of the programs he been based pri-

marily on subjective perceptions, tantalizing tales and exotic .

anecdotes.
410

4
Evaluation, of course, poses many problems for professional

development programs. To begin with, professional developers,

as a rule, are not trained as procegsionai evaluators, although

a few apparently operate uncieP,the delusion that they are. As

0 persons involved in tne programs, they also are not objective.
4'



it r eval-Aation is Fh-stakes game and is r .'4 icul arly

4.

tn.eaten fcr those wlf,1 it as a win-lose si'uatir)n. Un-

w,peo,ple view c -stematic as a tol for

meat. Considering prevalent ;ractices in evalqa-

rel ictance zerc,:andable.(

tion models based

emb., :erent strate,7iLc are known

the stu-',ent cf4evaluation, for far too long, prc,fessionPl

eva_uat.ors have presented t

3

C ffi public only two polar positi_ns
(

re77arailr.F. c.arti'q'4ve a, tnsstrictly

ies hive certain aiv-,nta.-es, but

n.=!ither are auec,ate- bv thf:mselves.

e pu __ quantitatilie or psychometric arproach chara3teriz-
i

1

cf the 1.arre scale national evaluations Which received

.great attent icT. during the __sit blush of the accountability

movement of the late 195s and early 1960s. .7tri-ct adherence

was ,:dven tL Ire-a:-,sessment mtasurements, ex pe rimentally controlled

Cr .1ted --aments and standardised measurements results.

a*.tent paid of the goals established for
4

the rr.-..rar. *- f ce or the cnanges which often take

2'n i a rJ.-ra-. has been initiated and in turn influence

considratIc-n Ora, riven he confi;-ur-

-nc Fractices which charactoris,e

the envir whIch -ram cprates.

t!1.1. ilk sail and ln:;en-.itiv to

statis.,los yd by
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practitioners today as examples of what not to do in evaluation.

Obviously, this approach should not be used to evaluate pro'-

fessional development programs.

Unfortunately, however, most people in professional develop-

ment equate evaluation with this type-of-apprAch. As a res.ult,

the o'bvicus problems with quantitative evaluations have led to an

understandable reactionary bilt equally deficient approach which

focuses on the environment or'"milieu" an is based, entirely on

description and interpretation. The evaluator using this approach

focuses on intrinsic criteria -- docuMenting. and describing what

it is like to participate in the- program, what ttle significant

'features of the program are, and how the program is influenced

-by other elements in t,he environment. Of course; these.elements

are important. But this approach concentrates solely on program

processes. It scorns quantitative assessment and ('outcomes" is

-a dirty word.

Sadly, this approach is particularly appealing to the faint-

hearted. Because it tYpically eschews making judgmentc about

the worth of a program, this approach is obviously tempting for

professional developers who wish to avoid the visk of finding

their program!.3 irrpotent- All they have to do is chronicle whether

or not the participants enjoyed'the program, how the students and

administrators responded to the program, how the program staff

feel-7 about respeCtive responses, announce the project as a success,

and move on to explore-bigger and better professional development

territories. The narrative descriptions of programs are, richly

evocative and record isolated but unique experiences that no

Instrument can measure, but the results of this type or evaluation,
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although interesting, are distorted and untrustworthy. They

_cannot be used- either to document the success of the- program or

as a basis for .program improvement. If this approach is used

to evaluate development programs, we will move no further in I.

our search for understariding the consequences of professional

development.

Lest one think the case is hopeless and that assessing

the impact of faculty and professional development is as elusive

as the fountain of- 'youth, let me offer a third strategy which is

a hybrid of the two approaches described previously. It is an

eclectic approach which combines the'best of the two extremes,

_
and includes both process and product, description,and quanti-

fication, goals and attitudes, objective data and subjective

perceptions. Thi strategy is called Holistic evaluation
4
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(obviously, it must 'have a name). The name is untended to

r
suggest compPehensiveness, not Godliness. In*my opinion, it

is particularly well-suited to the myriad of programs included

under the rubrid of professional development.

Briefly, Holistic evaluation rests on three basic assumptions:

1) that there is a pukose for activities such-as professional

development and that this purpose is related to the purposes of

the institution in which it )has been established and thereby, it

is related to the goals of higher education; 2) that professional

development activities are not ends in themselves, out are related

(or should be) to meaningful and.measurable results; and.3) that

professional development activities are intended to result in

improved faculty performance and student learning.



Although the actual procedures are', of, course, situation-

specific -- varying according to-the nature of the program,

the number of participants and all of the other: programmatic

ghat at affect the operation of a program -- -Holistic

..valuation is concerned with three major areas. First, it is

concerned with the social - psychological environment in which the

program operates and the inte'raction of tnc various elements in

the system. Holistic evaluation is also concerned with the

attitudes, values and interests of the participants. Btt, even

more important, Holistic evaluation is attentive to the outcomes

of thG program, as well as both its intended and unintended

consc,-(Tuences.

The rain disadvantage of this approach is that you become

responsibie for the results of your program and run the risk that

the program may not truly measure up to your. expectations. The

advantage of using the Holistic approach to evaluate professional

developmet programs, however, is. the increased probability of

realizing the outcomes pursued. If we are pursuing the appro-

priate goals and this too can be scrutinized in an outcomes-

oriented approach, and, if we use Holittic evaluation to determine

bottr their achievement and their consequences, professional de-

velopment may finally begin to fulfill its promise of becoming

a worthw:)ile educational endeavor.


